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The Learning and Skills Council (LSC) has introduced a new Performance
Management (PM) system that applies to us all.
PM encourages everyone to:
l be clear about what they need to achieve;
l hold regular discussions about how well they are doing;
l take action to meet development needs; and
l assess how well they have done at the end of the year.
This module is designed to:
1 give you a summary of the new PM system;
2 describe what happens, particularly at the performance-planning stage; and
3 prepare you for a one-to-one planning meeting with your manager.
There will be more information and training about other elements of PM later in
the year – see the PM Guide on the intranet or talk to your manager or human
resources (HR) team for more information.
This system is a new approach to PM for all of us in that it looks at ‘what’ we do
as well as ‘how’ we do it. However, depending on your past experience of PM, you
might already be familiar with some of the information in this module. You can
use the learning objectives on page 5 as a checklist to identify the sections that
are new to you.
Introduction
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Why is this important to me?
The most successful organisations are those that value the contribution of
their people as much as they focus on the goals of the organisation. As an
organisation, we have some very challenging goals to improve learning and skills
in England. We cannot succeed without giving our people a working environment
that makes it clear for them what their contribution is, and helps them achieve
that contribution.
PM is a way of making sure that you have that clarity and support. We have
designed this module to help you understand our PM system so that you can get
the best out of it.
How does it work?
Because it aims to give you knowledge, the module will teach you enough for you
to be able to develop your performance plan for the current performance year.
However, it cannot teach you a skill. You can only achieve this through the 
‘hands-on’ experience you get from discussing the full contents of your
performance plan with your manager.
How do I use this module?
This module is in seven sections. The time you will need may vary from section to
section, depending on how much you know about PM. We all read and learn in
different ways and at different speeds, so work through it at a pace that suits you.
The different sections ask you questions as you go along and there is space for
you to write down your answers. There are also some extra notes pages at the end
of the module.
Key points are shown
with this symbol:
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You don’t have to do all the sections at once or even in the order they appear in
the module. We recommend that you take two to three hours to complete the
module, taking regular breaks so you can think about what you have learned. We
have designed the module so you can control your own learning and development.
How much you get out of it is up to you.
What am I supposed to be learning?
We have designed this module to help you do the following.
l Describe the PM system.
l Explain your role and responsibilities within PM.
l Explain the role of others within PM.
l Identify the benefits of PM to you as an individual.
l Identify the benefits of PM to the LSC as a whole and to your team.
l Describe the performance-planning process.
l Define what a performance objective is.
l Explain what the acronym C-SMART means.
l Define what a performance measure is.
l Describe what our Ways of Working are and how they fit into the
performance-planning process.
l Explain your role in identifying, and planning to satisfy, your
development needs.
You are in charge of your own learning, which means that you decide when you’ve
achieved the learning objectives.
If you would like to find out more about PM, you can look at the PM Guide on the
intranet. If you still have any questions, you should speak to your manager.
How will I know if I’ve met the learning objectives on page 5?
To help you assess whether the module has worked for you as a training tool, it
ends with a self-assessment questionnaire. This is not a ‘test’ – it will help you
identify areas where you may need more information, for example, by referring to
the PM Guide on the intranet, or talking to your manager or local HR team.
Symbols that relate to answers to the
self-assessment questions look like this:
What materials and resources will I need? 
To get the most out of this module, you will need:
l a pen and access to the PM Guide on the intranet (the Guide is the overall
‘reference’ source for detailed information about all aspects of PM in the LSC);
l a copy of your local strategic plan (your manager should be able to give you a
copy before you start working through the module);
l a copy of your up-to-date role description; and
l a quiet place to work without interruption (or ask people not to disturb you).
How does all the training fit together? 
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The new PM system is a way of making sure that we all perform to the best of our
ability and we achieve our challenging strategic goals.
If you don’t already know what our mission and vision are, find out from either
your local strategic plan or our corporate plan on the intranet.
Put simply, PM is a way of making sure that we all work together to achieve our
goals, mission and vision.
PM is an annual cycle. It means that you and your manager:
l discuss and agree your performance plan at the beginning of each year
(normally 1 April but this may be different for this first year or if you start a
new role at another time of year);
l agree the coaching, support and development you need;
l regularly review your plan, your progress and your achievements during the
year; and
l discuss and agree at the end of the year (normally 31 March) how you
have performed overall, and agree a performance plan for the following year.
(If you move roles at another time of year, the timing of the assessment
will be different.)
Some of these activities take place several times a year and others only once.
PM is:
about everyone taking responsibility for
helping us achieve our mission;
an opportunity to make our
expectations clear;
a way of linking individual objectives to our
overall objectives;
a tool to help managers and individuals
realise everyone’s potential in a fair and
consistent way;
about how we can take ownership of our own
development and contribution to the LSC; and
about ‘what’ we do (objectives) and ‘how’
we do it (Ways of Working).
PM is not:
a new appraisal system, focused on paperwork,
but a way of focusing on individual and
organisational success;
a ‘system’ for human resource teams to use –
it is a ‘business’ tool;
something that happens once at year at
‘appraisal’ time – it happens every day;
managers ‘doing it’ to their people –
it involves everyone as individuals;
focusing on the system of PM – the system
just provides the structure; and
spending so much time collecting evidence
that nothing is delivered! There has to
be a balance.
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Section 1
What is Performance
Management all about?
The diagram below shows how the activities fit together.
1 Performance planning
What are the goals and objectives of my team?
How do these contribute to the strategic plan?
What is the purpose of my role?
What do I need to do, to what standard and by when?
2 Progress discussion (first six months of the year)
How am I doing against my plan?
What am I doing well?
What do I need to do differently?
3 Progress discussion (second six months of the year)
How am I doing against my plan?
What am I doing well?
What do I need to do differently?
4 Performance assessment
How well have I done against my plan?
How can I improve?
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1
3
2
4
Ongoing
Feedback
Coaching
Development activity
Informal one-to-ones
Optional progress discussions
It is important to remember that PM is not about a system, although that is
certainly important in providing a structure and consistency for our people and
keeping us on target as an organisation. PM is more about the way we achieve
our goals .
Who does what in PM?
You:
l take an active part in drawing up and agreeing your performance plan;
l take responsibility for your performance and development on a
day-to-day basis ;
l make sure your regular progress discussions with your manager take place; and
l take an active part in reviewing your progress, including getting feedback,
coaching and support as necessary.
Your manager:
l helps you to be clear about what is expected of you and agrees your
performance plan with you;
l makes sure that everyone is treated fairly and consistently, considering the
diverse needs of staff to allow them to make a full contribution to their role;
l agrees your development plan, making sure that you receive suitable support
for it;
l holds regular discussions with you about your progress and achievements;
l assesses and agrees your overall performance, based on evidence of your
performance;
l makes sure that your performance plan is properly completed; and
l supports you to achieve your performance plan by providing feedback,
coaching and suitable resources.
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Your reviewer (in most cases this is your manager’s manager):
l makes sure that your manager is applying PM consistently and fairly across the
team, in line with our equality and diversity principles;
l fulfils the manager’s responsibilities (as above) for your manager and other
managers reporting to them;
l makes sure that your manager is balancing individual and organisational needs;
l agrees with your manager how team objectives will be passed down to you
and other members of the team;
l comments on the overall assessment of your performance at the end of
the year;
l helps you and your manager reach an agreement if there is a disagreement
related to PM; and
l supports your manager in the PM system throughout the year.
There are two other groups – champions (senior leaders) and HR colleagues – who
also have a particular role to play.
Your local champion (normally a director):
l Is the manager or reviewer (or both) for others;
l has a responsibility to promote PM as an important business ‘tool’ that is vital
to good management, and to achieving the Investors in People standard; and
l sets an example to others by putting PM into practice ‘from the top’, showing
good leadership.
Your local HR team:
l ‘quality assures’ the PM system in your local area;
l helps make sure that people follow our equality and diversity principles;
l plans resources for development needs in your local area;
l advises on related procedures where necessary, such as grievance and
capability; and
l provides support, advice and guidance on PM to you, your manager
and reviewer.
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To help everyone (you, your team and the organisation) achieve what is needed,
PM needs a certain amount of commitment from us all. Take a moment or two to
think about how you benefit from PM.
The things you identified will obviously be personal to you, but typical benefits
would be that you:
l are directly involved in agreeing your performance plan and can take
responsibility for your own performance and development;
l know what’s expected of you and how well you are doing;
l have the opportunity to discuss any individual needs you may have and be
involved in developing solutions;
l get support to develop your skills;
l get recognition for your achievements and the way you work; and
l get more job satisfaction and feel better motivated.
How will we benefit (or, if it’s easier to think in those terms, how will your local
team benefit) if everyone takes part in PM?
We will benefit because:
l our resources are focused on the things that matter;
l everyone knows how their role contributes to the LSC as a whole;
l the team, and so the organisation, can measure their progress towards
their goals;
l we are constantly learning and growing, and we are better able to respond to
challenges; and
l our ability to achieve our goals is improved.
Let’s move on to the planning stage, which is the first step in the PM cycle.
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What is the purpose of the planning meeting?
The planning meeting is the first step in the annual cycle. It is where you will
discuss with your manager what is expected of you to perform successfully in
your role.
Performance planning
l What are the goals and objectives of my team?
l How do these contribute to the strategic plan?
l What is the purpose of my role?
l What do I need to do, to what standard and by when?
This first meeting is an important part of the year’s work. It’s a chance to discuss
priorities so you have a clear idea of:
l what you are expected to achieve;
l how your plan links to your team’s objectives; and 
l how they link to those of the organisation as a whole.
It is only by everyone having an effective performance plan that we can all focus
our efforts to make sure that what we are doing really is contributing to the
team’s overall success and ultimately to the success of the LSC.
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Section 2
Why is performance
planning important?
Our goals and objectives
Local strategic plan
Team objectives
Your objectives
Performance plan
Everyone needs a performance plan because everyone’s performance is critical to
our success. No matter what your role, it is only through your efforts and
achievements that we can achieve our goals for the benefit of partners, employees
and learners, and the communities in which we operate .
To agree a clear performance plan, you and your manager will need to understand
the following.
l The objectives and targets for your team – depending on where you work
in the LSC, the ‘team’ may be the immediate team in which you work, the
directorate or the whole office. The local strategic plan will give details of
local objectives.
l The purpose of your role and your key areas of responsibility – you can
find details in your role description.
In summary, this planning meeting is where you will agree with your manager:
l what you have to achieve (performance objectives);
l how your performance will be measured;
l how you will be expected to work to achieve your objectives (our Ways of
Working – covered later in section 5);
l your development needs; and
l the support you need to achieve either your performance objectives or your
development needs.
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Performance objectives tell you what you need to achieve to be successful in
contributing to your team and local strategic objectives .
Your performance plan sets out between two and five key performance objectives
that you will be expected to achieve in any performance period (usually a year).
These are the things that will help us achieve our mission. While some of
your objectives might not vary much from year to year, it is still important
that you fully understand how your objectives link into the team and local
strategic objectives.
As you agree your objectives with your manager, you will focus on making them
as clear and specific as possible – the clearer and more specific they are, the easier
it is to assess how well you’re progressing against them over the period that they
have been agreed for.
What are the top tips for agreeing objectives?
a Do they link directly to local strategic or team objectives?
b Do they relate to your main areas of responsibility in your up-to-date
role description?
c How clear are you about what you are expected to achieve?
d What time limit should be set for an objective?
e Do they represent a ‘contribution’ to a bigger target?
f How close are you to being fully competent in the role?
We’ll look at each of these points individually.
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Section 3
What are performance
objectives?
a  Do they link directly to local strategic or team objectives?
As set out in the diagram on page 14, your performance plan should be in line
with local and team objectives. These should then link to the objectives of the LSC
as a national organisation. These link to our objectives and are vital to our overall
success in meeting the challenging agenda that we have been set. They are also
very important in helping us to meet the Investors in People standard.
b  Do they relate to your main responsibilities in your up-to-date
role description?
Your main or key responsibilities in your role description are the areas of your
work that you will need to concentrate on to be successful in your role. If you do
not have an up-to-date role description, you should not continue with the 
performance-planning process without one. If this is the case, talk to your
manager or local HR team (or both). Again, your objectives should support what
you need to do to contribute to your local area’s success.
c  How clear are you about what you are expected to achieve?
Imagine that you are a manager’s personal assistant and have the
following objective.
‘To provide typing and administrative support to the manager on an
ongoing basis.’
If you were that personal assistant:
l how clear would you be as to what exactly is expected of you;
l how would you know, three months down the line, whether you’re doing
more or less than is expected;
l how hard would you have to stretch yourself to achieve this;
l how satisfied would you be if you achieved this; and
l how would you be able to measure your own performance against
this objective?
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The temptation, when agreeing performance objectives, is to express them in
terms of specific tasks. Thinking of our personal assistant, examples might include:
l typing documents and memos;
l sending faxes;
l sorting and distributing post;
l arranging meetings;
l distributing agendas;
l filing;
l updating records;
l answering the phone;
l making bookings in the diary;
l preparing presentation materials; and
l sending and receiving e-mails.
So why aren’t these suitable as objectives? 
l Tasks are what you need to do (that is, an activity in its own right).
l Objectives are what you need to achieve (that is, something that has an
end result).
As your performance will be assessed at the end of the year against the objectives
in your plan, it is important that you make sure those objectives are as good as
they can be. Investing time at the planning stage is essential to avoid problems
when assessing how well you have achieved what is in your plan. Imagine how
difficult it would be to assess your overall performance if all your objectives were
written like the one on page 17! 
A summary of the difference between these things is shown on the next page.
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Q3
The acronym below provides a useful checklist for effective performance
objectives, although you may need a combination of a performance objective
and supporting measures (covered later in section 4 of this module) to make it
C-SMART overall.
C Challenging Your objectives should stretch you to improve and go beyond
your current level of performance.
S Specific They should be precise and unambiguous so that everyone
understands what you’re aiming for.
M Measurable You should be able to tell when you have achieved
them. Performance measures are an important part of this
and can be used to look at the quality and quantity of what
is expected.
A Achievable They should be realistic for you to achieve, within your
capability, skills, experience and control, and take account
of your specific needs and circumstances.
R Relevant They should be relevant to your role and fit in with your
team’s objectives.
T Time-bound Setting a time limit to your objective, wherever possible,
clearly states when it must be achieved by. Performance
measures can also be used for the ‘time’ element of
what is expected.
Main responsibility
Provide typing and
administrative support to the
manager on an ongoing basis
Performance objective
Manage and monitor the
manager’s diary to smooth
out the flow of the
manager’s work and to meet
the needs of other people at
the same time
Tasks
l Arrange meetings
l Distribute agendas
l Answer phones
l Make bookings in the
diary
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Q3
d  What time limit should be set for an objective?
Any time limit needs to relate to the objective itself, rather than the performance
period. For example, if you need to achieve something by the end of the sixth
month of the performance period, that is the time limit that will be given in the
plan, even if the plan covers 12 months.
e  Does it represent a ‘contribution’ to a bigger target?
There may be some targets or objectives at a team or local level that are
influenced by things outside your control. In these cases, it is important to
remember that you will be measured on your contribution to a particular target
rather than your achievement of the target itself.
f  How close are you to being fully competent in the role?
You may have been doing the role for a while and have all the skills, experience
and knowledge you need to be fully competent in the role. Or, you may be new or
very recently appointed to the role.
It is important that the objectives reflect your current ability as an individual and
consider any individual or special needs. You may not be expected to achieve the
same level of contribution or performance as your more experienced or
knowledgeable colleagues. However, your objectives should still challenge you.
Examples of the sorts of performance objectives that might be suitable for the
personal assistant are given on the sample performance plan on page 26.
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Thinking about your own role, what do you need to achieve to be successful in
your key areas of responsibility? You will obviously make improvements to these
draft objectives with your manager at your performance-planning meeting, but try
to make a start, referring back to the acronym C-SMART on page 19 if necessary.
What performance objectives would be appropriate for my role?
In the next section, we’ll move on to look at how you might measure your
performance against those objectives.
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‘Measures’ are simply what you and your manager will use to assess how you are
doing throughout the year . They provide information about how you are
succeeding against any given objective or whether your performance is not quite
what is expected.
It is important to remember that measuring performance is part of the process,
not an activity in its own right. It is easy to spend so much time measuring
performance that nothing is achieved!
Measures will fall into one of the following categories.
Time – (by when)
Quantity – (how much or how many)
Quality – (to what standard) 
You and your manager will agree measures that are appropriate to your objectives.
You do not necessarily have to include all three types of measure. It is important
to concentrate on those that are the most important and relevant. However, you
should be aiming to measure more than just whether you achieved your objective
on time.
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Section 4
What are performance
measures?
To be effective, a measure should be:
Relevant Will it provide information that relates directly to the
achievement of a specific objective? Does it look at a result
rather than a process or task?
Timely Will it provide information in good time to correct any
variations from what’s planned? Does it reflect the timescale
over which performance is expected?
Adequate Will it measure the right things (for example, time, quantity or
quality)? Will it provide enough information about the
important aspects of your performance?
Practical What existing systems or sources of information could
you use?
Cost-effective Will you spend more time gathering information than that
information is worth? Would it be more sensible to focus on
only measuring when ‘more than’ or ‘less than’ what is needed
is done?
Please refer back to the draft performance objectives you identified on page 21.
What performance measures would be appropriate for my objectives?
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Check point: You may find that trying to define your measures has made you 
re-assess your performance objectives. Do the performance objectives and
supporting measures make what you are trying to achieve C-SMART?
Going back to our example for the personal assistant:
Examples of the sorts of performance measures that might be suitable for the
personal assistant are given on the sample performance plan on page 26.
The sample performance plan on page 26 shows lots of examples of measures.
You would not necessarily expect to use as many as this.
Having identified what measures might be appropriate, you will need to agree the
following with your manager.
When – How often your performance will be ‘measured’.
Who – Who will gather what information?
How – How will you go about it?
Options include:
l random sampling by the manager;
l feedback gained from others;
l support material (‘evidence’) collected by the individual; and
l ‘exception’ reporting (that is, looking only at where ‘more than’ or ‘less than’
satisfactory performance happens).
Finally, it is worth remembering that measuring performance is not about
collecting information on processes or designed to meet administrative
requirements for ‘documentary evidence’. It is about getting evidence for
outcomes over time.
Objective
Manage and monitor the manager’s diary to
smooth out the flow of the manager’s work
and to meet the needs of other people at the
same time
Measures
l No meetings missed or double-booked due
to mistakes. (Quantity – how many?)
l All information that is needed for meetings
is collected in advance. (Time – adequate?)
l Travel arrangements (for example, maps
and accommodation) meet the manager’s
needs. (Quality – satisfies need?)
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So far we have looked at the ‘what’ of your role, and in this section we’ll consider
the ‘how’. PM focuses on what we are expected to achieve (our objectives) and
how we go about it (our ‘Ways of Working’).
The ‘inputs’ of performance (the how) affect the outcomes we achieve (the what).
It is impossible to separate the inputs and outcomes of performance, and in
reality, objectives and Ways of Working are not two separate things .
What are our Ways of Working?
Our Ways of Working describe how we are all expected to go about our 
day-to-day activities, and they make the difference between poor, good and
excellent performance. Your end-of-year assessment will take account of the
extent to which you have demonstrated the Ways of Working. They cover six
different areas and fall into three levels. The level at which you are expected to
work depends on your role in the LSC.
The six Ways of Working are:
Working Together;
Focusing on Performance;
Developing Yourself and Others;
Thinking Things Through;
Achieving Results; and
Working with Change.
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Section 5
What are the Ways of
Working
What are the different levels for in the Ways of Working?
Each of the Ways of Working is described at three levels. These levels reflect the
way in which people increase their contribution as they develop their skills and
abilities. Each level builds on the one before.
In most cases, a role will clearly fall into one of the three levels. Sometimes, a role
may involve more than one level, and a ‘profile’ of which levels relate to which of
the areas of the Ways of Working will need to be agreed with your manager.
Level A – Assisting and
applying
At this level, you assist
others and apply your
knowledge and skills to:
l take on responsibility for
one or more parts of a
process or project;
l manage and organise your
own time to make sure
that work gets done;
l work on tasks and
activities with some
supervision; and
l work effectively as an
individual or as a team
member (or both).
Level G – Guiding and
developing
At this level, you guide and
develop others. You:
l are involved in developing
people through managing,
coaching or mentoring;
l deal with the outside
environment for the
benefit of others in the
organisation; and
l develop your technical
and professional skills, and
are able to provide advice
and guidance to others.
Level S – Shaping and
steering
At this level, you shape and
steer the organisation. You:
l have significant influence
over the future direction
of a major part of the
organisation;
l have decision-making
power and authority on
behalf of the organisation;
l act as a representative in
wide and varied
interactions, both outside
and inside the
organisation;
l provide overall leadership;
and 
l sponsor and develop
future successors.
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Q5
Think about some of the roles in your part of the LSC. Which roles would fall into
which levels? Where would your own role sit?
Level A – Assisting and applying
Level G – Guiding and developing
Level S – Shaping and steering
For each of the six Ways of Working, we have developed a summary of the three
levels. These are given on the following page.
How do I decide which level is right for me in my role?
The first step is for you and your manager to agree the overall level of your role.
l Does your role need someone who can assist others and apply their skills
independently or as part of a team?
l Does your role need someone who can guide and develop others?
l Does your role need someone who can shape and steer the organisation?
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Through discussion, you should agree the performance level required for your role.
As explained on page 28, in most cases one level will describe your role.
Exceptionally, you may find that for one or two of the Ways of Working, the role
needs a different level. For example, a role that is mainly level A could also be level
G on ‘Working Together’ if the person does a lot of work with different
stakeholders inside and outside the organisation. In these circumstances, please
refer to the full descriptions in section 3 of the PM Guide for more information.
Take a moment to think about whether this situation applies to you.
Which level do I need to perform my role effectively in each of the
six areas – A, G or S?
Working Together
Focusing on Performance
Developing Yourself and Others
Thinking Things Through
Achieving Results
Working with Change
Having agreed the appropriate level at which you need to operate (A, G or S), you
should make a note of that level on page 2 of your performance plan, in line with
the sample given on the following page.
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Having agreed what is expected of you in terms of performance and Ways of
Working, the final part of the planning stage of PM is to identify and agree your
development needs. They could be a mixture of:
l increasing your knowledge;
l learning new, or improving existing, skills;
l being given opportunities to gain further experience; and
l developing an area of the Ways of Working.
You and your manager need to identify and agree your development needs so you
can achieve your objectives and improve your performance. You will also need to
think about the most suitable way of meeting your development needs, and the
support or resources you will need. All of this information is recorded in your
development plan.
Think about a time when you decided to develop yourself, learning either a new
skill or new knowledge.
l What, in particular, did you do?
l What motivated you to do it?
l What did you get out of it?
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Section 6
What about my
development?
You may have thought about learning a foreign language, getting fit at the gym or
working with a new computer application. Because you took the responsibility to
learn, you made the arrangements and you controlled the programme and pace
of learning, it is likely that your level of motivation and commitment towards the
task was greater than if someone else had taken responsibility.
While your manager has a responsibility to provide you with development
opportunities and support, it is up to you to take the opportunities on offer and
make the most of them .
If, as an organisation, we are to become as committed to learning ourselves as
we are to developing others in society, we all need to take responsibility for our
own development.
Your development activities should clearly relate to you achieving your
performance objectives, and so be linked to business needs. For more guidance on
development planning, there is a ‘checklist’ in section 4 of the PM Guide.
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Development
activities
Our goals and objectives
Local strategic plan
Team objectives
Your objectives
Performance plan
How can I plan for my development?
Working through the questions below will give you a good start. You will also need
to think about:
l within what timescale the development activity will be done; and
l how you will know when you’ve met your development need.
Take a moment to write down your initial thoughts about what development
activity you might want to discuss with your manager.
When you are identifying development
needs, it is important to ask yourself, ‘What
will I be able to do that I can’t do at the
moment?’ This helps you to work out what
you need to learn and also how it will
improve your performance.
When identifying your development needs,
you should consider the following.
l Do your performance objectives mean that
you need to develop more knowledge or
skills in order to achieve them?
l What did you do well last year? What
could you have done better? Is this a
development need?
l Who could you ask for feedback on your
performance, to help identify strengths and
areas for improvement?
l Do the Ways of Working present you with
any challenges? Do you have any
development needs here?
There are many factors that will affect your
choice of development option. You can
develop in many ways, rather than just going
on formal courses.
When deciding on your development
solutions, you should consider the following.
l What is your preferred way of learning?
Do you prefer to observe and reflect or
just ‘have a go’?
l What resources are available? How does
this affect your choices?
l What is the most suitable learning or
development method? (For example,
reading is probably not the best way of
learning a new skill.) Do you have any
specific needs that need to be considered
(for example, accessibility, format and a
flexible working pattern)?
l What support do you need (for example,
coaching, feedback, time away from your
desk or access to an expert)?
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Q6
What areas for development could I discuss with my manager?
How do I make sure I receive the right support for my development?
It goes without saying that there will always be a limit to the resources that are
available to support development activity (be that in terms of time, money or
people). When discussing development with your manager, you may have a longer
list of development areas than can practically be supported. Within the initial
planning discussions, you will need to agree which activities are ‘high priority’ and
which, while still important, are more ‘desirable’ than ‘essential’.
The Learning and Development Policy in section 9 of the Survival Guide on the
intranet (under ‘Policies and Guidance’) gives you more information on the
mandatory, core and optional priorities. A sample development plan is provided
on page 38.
You and your manager can also get advice and guidance on development issues
from your HR team.
What happens once I’ve agreed my plan with my manager?
Once your performance plan has been completed and ‘signed off’, you will need to
send a copy to your local HR team and give a copy to your manager for their
records. This will allow HR teams to plan resources and understand what activity is
needed to meet the development needs of the individuals they support. It will also
allow them to ‘moderate’ the levels of the Ways of Working by comparing profiles
for people doing the same, or very similar, roles.
What happens if I can’t agree my plan with my manager?
In the unlikely event that you and your manager cannot agree any aspect of your
plan by referring to other appropriate documents (for example, the local strategic
plan and your role description), please contact your reviewer.
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What happens next?
Having worked through this module and completed a lot of the preparation for
your plan, you should now:
l have your one-to-one performance-planning meeting with your manager to
agree and finalise your plan; and
l agree dates for your progress discussions and arrangements for any one-to-one
discussions that will take place between these ‘formal’ reviews.
You can find a performance-planning checklist in section 2 of the PM Guide.
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Checklist of important learning points from this module
l PM is not about a system, although that is certainly important in providing a
structure and consistency for our people and keeping us on target as an
organisation. PM is more about the way we achieve our goals.
l You take responsibility for your performance and development on a
day-to-day basis.
l No matter what your role, it is only through your efforts and achievements that
we can achieve our goals for the benefit of partners, employees and learners,
and the communities in which we operate.
l Performance objectives tell you what you need to achieve to be successful in
contributing to your team and local strategic objectives.
l Measures are simply what you and your manager will use to assess how you are
doing throughout the year.
l It is impossible to separate the inputs and outcomes of performance and, in
reality, objectives and Ways of Working are not two separate things.
l While your manager has a responsibility to provide you with development
opportunities and support, it is up to you to take the opportunities on offer and
make the most of them.
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Self-assessment questions
You can use these questions to check your understanding of what has been
covered in this module.
1 Who is responsible for what in our new PM system?
2 What is agreed during a performance-planning meeting?
3 What is the difference between tasks and C-SMART performance objectives?
4 What are effective performance measures?
5 What is the difference between the three ‘levels’ of our Ways of Working?
6 What part do you play in the development planning process?
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